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LORANDUM FOR: Executive Director-Cormpivoller

¢ Deputy Divectoer for Support
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SURIECY : Training and Carcer Developmont
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Tis paper exploves the relationship - past, present, 2nd projected -
Bebween tr -ining provided {5 Agency emiployees and its contribution Loth

o orgamzationsl effectivencos and the overall developiment of profassicnal
aificer s,

;0 means definitive und concentrating at this tive almost exclu-~
sively on those arcas in which the Office of Training has beso invelved
divectly, this review undersceres the need for srealer correiation hetwesn
aining functions and actual eperatineg responeibilities at all levels of

:.’nr_z ox gd,n\ﬁ.:;:;,tmp Eut it also indicates that there has, id fact, been a
movement toward increasinaly precise use oi training by operating corm-
ponents to raect immediate job dermnands az well as to fosicr longer-term
smployeas developnent,

o
" g
Qu

& u‘:imf - A € s anTing

T R PR O B

ctecriented fonction within the Apency,
ool exprasyed by operating

its first decads and a half, the Aroency was expanding,

&

its emaplovee foroe was relotively voune, o arinl

pervisory and rman.

3;«:,:.':‘;-'.}3'23;0}., as woell as many ofticers perfoyming specialized functions
‘M.v 3 o g e . R S : 3 ot
velied nopre~Asency exy ancs ane trainkng ia carvrying ouvt thaeir
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reuponsibilitics, Congequenidy, pringipal training atteation was given
to noewly arriving employees, introducing them to the world of intelli-

gence and preparing them for thelr inifial acvignments as operatioas

£

officerys, analysts, support officer:s, cote,

Such training &s was glven to experienced officers was geared to
rticular job demands and, for the most part, did not pretend to pre-
re themn {or broader range reaponsibilities or even to provide an

cxnpanded perspective within which they performed their specified
T 42{:. Although a management training capability was developed in
the mid-1920s8, as described in our paper on this subject prepared
for yvou earlicr, cnrollment in such training was neither extensive

113
3

p...; o

nor on a systematic bacis,

A marked break in this patiern occurved in 1963, Recognizing
that junior officers of the 19205 were by then midearecrists and the
likely source of a later generation of sentor officers, the Office of
Training introduced the Midcareer Ixecutive Deve l opiment Program,

This nrogram was twofold., 1t consisted, first, of a six~-wesk

courgse desiqned fo "open up” carefully choasen officers in all Direciorates
o the totality of Agency misczions and functions; to develop their nnder-
anding of the role of intelligence in national security and foreign
mtmn.,, and to provide them with an appreciation for the policy-
z}::nz.z,klng mechanismes of the governinent.

The =zeccond, loager range phase of the program required that a
five~year carecr developrnent plan be established for each participating
officer, devised jeointly by him and his career service. 3Such plans

failed to be implemented in too many instances, however, and this
z;m-z. se subsoaguently was eliminated, Ixporience with this facet of
the mideareer program wouwld appear to have lmportant imiplications
for efforts to relate training to carcer development through use of
sanctions and will be treated later in this paper

Despite abandonment of the ”exccutzvc development' aspect of
svatdearear training, the Midecareer Coursce nevertheless revoains an
effective vehicle for achicoving its initially stated goals. More than
i, 200 officers throushout the Apency have taken this course since ity
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“inception in 1963; moreover, it was the {izst of several coursses developed

in response to changing needs, conditions, and persoanecl patterns with-
in tho Agency.

Courses which have since becn introduced include the Managerial
Grid (1964), token by more than 2,000 Agency officers; Chiefs of Station
Seminar {1964); Advanced Managament (Planning) (1967), designed to
familiorize officers with the planning, progranwming and budgeting
wrocess; Advanced Inte}lmmm Seminar {1969); and Advanced Cnervations
Couarse {1970}, The Senior Sceminar, introduced in the fall of 1971, con-
stitutes a still further rnilestone by recognizing that midcarcerists of
the 1960s are emerging as supergrade officars for this docade.

3. Hsgtablishing I‘rammg Patterns

There are now more than 64 different courses, not including foreiza
language training courses, conducted or administered by the Office of
Training for the benefit of professional employecs of the Agenvy. In
contrast fo the former emphbasis on training incoming junior officers,.
these courses are designed to mecet the needs of a wide spocirum of
profeasional pergsonnel, depciding on component affiliation and functional
duties, experience and grade level, and need for hroadencd outleck,

Given the number of courses and the multiplicity of purpeses they
serve, there is gonuine need by managers and supervisors -~ as well
as individual officers - for guidance about training appropriate to
their purposes.

The Office of Training, consequently, has developed a "Profile
of Courses" {seo attachment) to provide such puidance. Essontially,
it consists of a central core or ladder of six coursews which, in our
opinlon, should be an integral part of the successful officerts total
careey development. These courses, four of a general nature and
two in the managerial field, sre intended to broaden the individusl
officer'y scepe while complementing and enhancing his training and
experience in specialized areas. Cognizant of your own thinking,
we are presently exarnining ways of incorporating managemeat or
leadership training, ADP orwunwion, and information sciences and
technolopy into the cove courses as well as into selected other courzes.
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It should be emphasized here that each carscr service, or cer-
tainly each Dirvectorate, ought to have a training profile for its own
officexrs which would mesh with OTR offerings so that the ead rvesult
would be an integrated training outline zerving the needs of an irnmedi-
ate oifice as well as broader Agency needs in terms of exaployee
development. ‘

415 a step toward this end, OTW has now categorived itn curricu-
Inm in the forthcoming cataloy so that officials in the respective
components and carcer services will be able to zelect appropriate
courses or training packages inore quickly as well as more systeme-
atically than has been possible herctofore.

INext, we hope to designate, in consultation with appropriate
oificials throughout the Agency, traicing packages or patterns which
would be regarded as standard, though not inflexibly so, for ''line"
officerc In sclected career services. Included in such packages
would be the entire range of training opportunities available {rom
TR, other components, and oxteraally.

4. Criteria for Admission to Core Courses

St ol S B A s R aatir

Goancurrent with the development of the Profile and categorization
af courses, we also are issuing revised descriptions of 21l GTR courses
in the forthcoming training catplog. The most zalient new feature of
‘these course descriptions lﬁ/&; enmmeration of criteria by which officers
should be selected for enrollment.

in the cane of corc courses, the criteria relate primarily to age
and grade considerations, to coincide generally with an officer's
progress and advancement in the Agency, Such criteria also indicate
that selection for these courses, aiter the initial {five vears of emplov-
ment, should Le weighed carefully, takiag into account an cfficer's
periormance record and potential for further professional growth.

Except for the Advanced Intellivence Seminar, whese nominess
are screened to agsure an across-the-board "mix'" among Ageacy
components, the Giflce of Training has not presumed to control the
saloclion of students for itz courses. Nor, excent in ap occasional
uase of clearly inappropyriate enrollinent, have we denied a training
opportunity to an officer whose compounsnt insisted on it,
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There have been, and are, instances in which we have stipulated
tertain training or experienco as prercequisite to a given course. Qur
expericnce with this practice has not been satisfactory, however,
Operating components, especially the Clandestine Service for whom
# lavge part of OTR training is conducted, frequently experience
problemes in providing sufficient lead time for training an ofiicer for
& ;rogvcimd assigniment, Consecuently, requests to waive. preregui-

rites are common and, rather than stand by while an officer proceeds
i;e an assignment without any anpropriate training whatever, CTR
has been liberal in walving the few prerequisites which have baen
zatabliished,

Troining initiatives and criteria are uneven throughout the Ageney,
varying from Uirectorate fo Directorate and from branch to hranch,
In some cases, the indivifhn} officer acts as his own personnel and
training officer by seeking enrollment; in others, a conscious INANAEE -
ment decision is made by supervisors; and in still others, an officer
is gent to training vatil a2 more definitive uce of his time and services
is determined., We are neither empowered, nor sufficiently cog-
ndwant of clircumstances in eveary case, to pass judgment on the suit-
2hility of 3 componeat's training selection practices. The combinaiion
of decentralized persgonnel munsgemant and training's status as a
support activity are, of course, major facters in lack of planoning
for training and uniform obscrvance of selection criteria. This
diversity is not without its strong points, however, given the varied
‘ m.cupmtmﬁa}, endeavors in any one caveer service and the opportunity
for individual officers to demionstrate both initiative and motivation
wwward tralnisg as in other matters,

5.  Training Sanctions

In gensral, we belleve that imposition of training sanctions, insofar
18 efficer promotion i concerned, is an unwise and impracticable

course of action. A number of serious complications and inequities
would obtain, for cxample, if there were an Agency~wide stinulation
that officers lacking the Midcarcer Course could not be promoted %o
G3-14,

First, as presently constituted, the Midecarser Course could aot
handle the large numbers of students such a requirement would ire
evitably zenerate. Currently, there are approximately 1900 Age SOCY
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oificers In the G3-13 catepory zad a comparable number at the GS-12
level, These officers consiituin the principal population fxow which
ritdecareer Course sindents ave drawn. Agaiunst this ponulation, the
couree was able to acconwnodsate 138 officers in FY 1971, During the
same paricd, more than vwice (hisg many ofiicexrs, approximately 295,
were promoted to G5-14,  If vromotions projected for the future even
approximate this expericnce. iraposition of this sanction would necessie
tafte drastic alteration in the entive chavacter of the Midearcer Course =
content, cize and duration - and vuilie probably requive the allocatien
of additional instructional and {inancial rezources as well.

-

Secand, i the Midearcer Course is used exclusivaely as a vehicle
for executive developrnent, funciional or substantive specialists not
slated for supervisory or manaverial responsibilities almost certainly
would be precluded from enrollias. For raany officers in this catepory,
the course has beon an opportunily for becorming updated and pro-
fzssionally renswed., Though an intangible benefit, we believe the
Apgency has gained much by earoliing this type of officer in the Midcareor
Course and, in our opinion, the practice should be continued,

Third, there are significani: numbers of Ageusy officers whose
availability for training, in the sidcareer Course or otherwise, is

cirecumeacyibed by frequent or indeiinite assignment away {rom Head-
guarters, While lmproved managerial planning and practice ¢ould

diminich thig inequity, the {zct remains that oftficers whose asaign.
wnents invoelve rolatively lonccy perioda at Headguarters generally

enjoy pgreater opporiunity for formal training,

25X1A

Althoupgh no sanciion is involved, the existing vequiremoent
that new professional employoeen take what iz now called the Iatellizence
and World Affairs Course has met with poor compliance, In Y 1971,
only about hall the new professional employees satizfied the reguives
ment; in saviier years, tha rale was voorer still, due less to the
indisddual than to his commnonent which deemaead the course uvnnecessary
or the employee's services ndisnensable. In circumstonces such as
thenc, cmd they anply to other courses as well, the ¢uestion arvises as
te whether the individual oushit properly to bear the penalty of sanctions,

of sanctions, we think, vould create a
piilcerys wie successially complete

Maorcover, the cxiiience
Righ degroe of expectation anu
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training required for promotion. Many officers who had been selected

for participation in the Midecareer Executive Dovelopment rogram

vere sewverely disappointed whon e five-year plans ests »Lﬂimhmd for

thetr profeasional develoument were not implemented.  Many retuvned

o the smme positions from which they had been selected or otherwise
ailed to achieve any reconnizable caveer '"development''. Ag zxzern;x.mwd

c:ax*lier, this critical phase of the mideareer program had to be aban-

doned,

-t

E"n L r‘r

The Agency's experience with forelgn language sanctions iz probably
the most well-known case of » pood idea gone awry., Wailvers to foreign
lansuage position requireraente overseas have been used with suth
variance adg fo make them vieaninglesa. Qflicers failing to meet, nay,

a foreign langnage competence ievel of 3 as demanded by & glven position
have been assipgned to the job, nevertheless, on the grounds that having
some competence they wouid eventually achieve the level designated,

-

[

Sanctions are effective in select(_r., circumstances, however, xs
iry the enraumez”zt of C3 officers in the Chiafz of Station Seminar priow
4o their assuming such position overseas and in the cases of Agency

™ * . I B o P 1o v g " _—
jcers headed {or high visk aveas abread taking the Highk of Canture

certainly is the demonstrated
vzloe of tx'azmn.g. in a vory pragmamv way, to & particular tunction

or ‘mfiﬂrtﬁzking. Consequently, we arve lncreasingly cencernad sbout
feodback mechanisms through which the epplicability and validity of
training may be ascertained. We bave begun a maodosnt effort in develop.
and waing such mecha msx'u. but the proegram is still very muoch

in i“f* embryonie stage. Ve intend to pursue this matter further,
Crsee validity is clearxly establizhed for a particular courss or training
cram, the guestion of iraining sanctions in velation to pariticular
casizaments can be entertained more seriously than we think is now
prosible,

Although the validity of many of cur key courses has yet to be
criabliched definitively, there ia no question that several cf them
hawve fostered considerapvie competition for envollment, The Bagsic
Cwerveiions Course has ween, nuad continues to be, regarded within
Cihe Clandestinge Service oo absclutsly essential training for the jurior
oporabions oiicur, iﬂln:r:o;i.h,:m:;,zt reculariy is oversubsoribod,

¥
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Sourse is ’Etﬂl «uch m"zz ] 1‘:1 mmcr execeptions components choose

the meost highly qualified officors availlable, Competition for envolle

wment in the Advanced Intellirence Scminar is similarly intense, forcing

commponents to make qualitativo judgments about th suitab ility of their

candidates, Ve anticipate that as they become bettar known, the
Advancaed Operations Course and the Senior Seminar will join those

couracs whose renuiations prompt 2 heavy flow of candidacies and

thus provoke a kind of winnowing process without the formal discipline

imnozed by sanciions,

6, Alternate Avnvroaches

Crcea the Agency agrees on a profile of courses and we ave able
to cornpeose {rainiag prototypes for representative officers within the
various Directorates, we heliove thore will not be gorious reed for
tvoining sanctione, Agency inanagement would have typical prajiles
di‘-.ilsl‘"’ which to jutdwe whethsr at a2 glven level an oflicer had been
;fz‘ TODneT .i}r itrained. Moreover, we believe that distinet allowance must
@ for an eificerts develovment through expericnco in ways which
raining cannot hope to provide,

Et may be possible, and we ave pursuing this propoesition, to prove
Ly an audit of personnel and training records that officers who are
w':ﬁﬂ«w asined move ahsad move guickly than ones who are not, While
such advancement inight be due equally to other factors, such ag an
aificerts own abilities and ambitions, realization among his colleagues
that he is well-trained will nevertheless arcuse more construciive
interest in training than is liliely to De achieved by sanctiona. A case

» point i3 the decision by tha Azency, in 1956, to end the Junior
sfficer Traiknins Freogram's oxclusive veliance on external applicanis
as a source of manpower., 4Lhis deeision resulted not only from the
Program's reputation of recruiting highly gualified people, Lut also
from the belief widely held in the Agency that training provided JOTs
fand lai:aﬁzr Carvear Trainees) ennanced tholr careerx proupects,

7. Compenent Training Cllicers
£ hay improvement, in our esiimation, would be the Iategration
raining with personnel manngeinent within the sevczra.l caraey servicos

and aperating cemponents,  Losicelly, avice from the cbvious need

i
(s
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make senier managers more training conscious, this should consist
of an upgrading of the role and gualifications of component training
oificers and their inclusion as members of carcer service boards,
This is already much the case in the DI,

There are few full-time iraining officers in Agency components,
but where they exist, aa in the Cffice of Communications, Technical
Services Division, Cffice of Liopistics, and National Photographic
Interpretation Center, among others, they perform an invaluable
scrvice and carry considerable welght in terms of personnel manage-
ment.,

At present, there are approximately 50 component training officers
plus five Senior Training Officers. These individuals range in grade
frora GS~08 to GS-16, hold varying types of jobs, with wide arcs of
responsibility, with extremely different "charters' from the office

v ]

director or diviscion chief as the case may be.

Not only are most of them part-time training officers, but they
tend to be sdministrative or support personnel with neither substa-
tive experience in the componenis in which they ave serving nox
with firsthand }\Imwlulym of training functions and curriculum, The
Cffice of Training briefs newly-appointed training officers and con-
ducts annual orientation programs for all of them, but such procedures

cally arc not sufficient to overcome the bullt-in inadequacies of
‘the syatem cited above. Consequently, we believe a very basic
change of managerial philosophy and praciice is essential in this
arsa if training is to become a significant tool of personnel manage-
ment and development,

A less sweeping, but nevertheless important step would be increased
ermphasis on the training section of the Field Reassignment Que stionnaire,
Additional stimulus is needed for supervisors and affected officers to
give considered thoupght to ’m aining requirements and opporiunities when
planning veassigninents. ‘fhis would necessitate the availability of
some version of the training calalog overreeas, presumakbkly in an
zbbreviated and sterilized cdition. The need for this was emphasized
time and again to the DTR in bis recent visit to 11 stations in the ar

"0 o5
J.’uaf‘:lrn
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fn view of the civcumstiances described in this paper, we belleve
tnere are a munber of stevs which alveady have been taken to promote
a cogent integration of training with career develspment, Primarily,
hece consist of a gystem of core or ladder courzes intended to come~
}} ement and enhance training which a professional officer receives
i specialized fields. It includes also a more precise statement of
selection criteriz and 2 categorization of CTR courses which ought
to niake casier the selection of appropriate training for a given officer.

.-e

ther steps which ave contemplated oy recommended ave the
development of prototype fraining packages for "line" officers in the
varicus Directorates; an avdit of personnel and training recozrds to
determineg if well-trained cificers do in fact advance more guickly

i the Agency; ciforts to c:.m,.ﬁz\,.h validity of training programs by
use of improved {eedback rmechanisms; strengthening the role of

the cormponent training officer; and giving increased attention to
frainin ag, congiderations as part of career service board delibaratione
ompletion of the Field Reasaipnment Questionnaire.,

«{r\

Ve believe that with constructive progress {n these areas there
winld be liitle need for training sanctions,

25X1A

.f J‘ H T, CUNNINGIHIAM
rector of Training

Atry Profile of Courses
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itis Profile of Courses is oifered to all Agency managers and
svinoys as puildanca for planning a reascnably systematic, yet
le, tralning program for the professional devclopment of their

Thin approach does not conatitute a radical shifi in Agency train
ing philosophy or content, Haiher, the Profile categorizes courses
pod othar training opporiunities info a cohesive paitoran to permit
fraining for irmumediste needs (o be determnined within the framework
et a total training plan for an individual's career. Used in this
fashion, fraining can be a sisnificant tool in cax eer nanagemaent.

;a.xr;:eil&bi:’ ber !‘t 'fa-m v a*"‘:ﬂﬁmmvgq:

ad spectrum courses conducted
» agificers of all Directorates; ihoue
zo, prehlems and broad inanagerial
ilivence conumunitv; U, 3, foreign policy:
international and domestic factore which affeet U, 8. foreipn
BoLliy, intere a'::s, anci i.m:v:':ulgence activities; coursces in thiz

sbe s : o at s‘mecific stages of an individuaifa

icerations: e into

L35 tﬁf" infervais of 5 to 10 ye,& cs and with in-
shistieation fo middle and senior levels of responsgi-

Tre waing training as an instrament of career developrment
coerating cw.:;anents should mesh these core courses
sl training ye c,m.r:‘r;“ ents established for their own
{Ised in this mannex, the core program provides
aokoround fm uzn emploveals professional growth

in the Apency; throuwsn censtant undating and modilication these
courass endeavor o proviae serspaetive and to be informative

and thoushi vprovoeking: they ordinarily do not provide training
freowne pific olills 3, OV RVET,
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e Geoe ;31_1:; ills training provided by the Office of Tralning

£y

for application :ssvevcyx;’um_ courzes in this category typically

are offered to employecs in all Divectorates, to be taken when
aver needed in terms of a iob demand not peculiar to one
irectorate or component; these include supervisery, managerial,
sriefing, writing as well as other skilis;

-
e

skills including component training:

1. courses in this category offered by the Cffice of

Training normally velzte to a particular job demand within
& piven Lirectorate, but occasionally may have applicability
{0 other Directorates as well, as in the case of individuals
froma various components who are designated to serve
ahroad with the Clandestine Service; these courses are
desceribed in detail in the section of this Catalogue entitled,
oecial Skills Traioning'

Z. Sraining conducied by cormponents other than the
C"ﬂf""‘f‘*~ af Training usaally consists of specialized courses,
spimarily for thelr owa eﬁnr:smvua: but in many instancoes
for others as well; awong these components ave the Cffice
ok Pla;,mng, Programming ang Budgeting; Domestie Contact
Service, WNational FPholographic Interpretiation Center,
Imagery Analysie Gervice, and Cffice of Economie Reseavch
h 1 he er ctorate for intellicence; the Far ast, Technical
servicos | ©-° ©2o TR0
Gervice, Fovcira Miseile and Space Analysis Center; Gifices
of Blinte. Seientific Intellizence and Comouter Services in
58T and the Oifizes of Communications, Medical
.?:‘;crviceﬁ znd Securiiy among the Support Services; the
Nrecturate for detence and Technology algo conducts a
miajor program, the Lareer 3'.';';1~mloprm,nt Course, iox
svicoted officers; vereral of these courses merit considera«
fion for oificers azsinrned to compoaents other than the one
condueliing the traininrg they zre described in the seotion
of this Catalogue entivied, "Component Training’

I"'.
.

bl

£, aining ia a wide varlety of programas; thio is
slerad 1o € 3*1,;Lr>yce,a waen, i g judgment of Ag *“cy :f*“imialn;
etk fradadng de wepnrasd as valuable in terms of Luth geaeral
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develuopment and specialized need and is not available within
the Agency; armong the many full- and part-time oppaertunities
in this category are the senior service schools, ¥ cderal in-
titutes, management schools and programa, academic pro-
grams at colleges and universities, and training activities
conducted by military, conunercial and industrial {acilities.

E. Forelpn lanmmage trainingg internal, externsl or over-
;eas; foreiga language mastery is a desirable skill for all
\gency persounel but indispensable to those who expect to
serve abroad; the Cffice of Training conducts or arranges
programs designed to achieve for the individual officer a
jifotime career goal of speaking or reading two foreign
languagzes at an intermediate (or 3) level; depending on the
officer's aptitude, language proficiency at EOD, and the
advantage taken of oversean assignments as long as three
years of training may be requxred to achieve this career
Histime goal.

I

}Q

s

‘ach of the categories described above hasz a corresponding %ectiﬁ o
within the body of this Catalosue containing individual course desorip
flons arranged alphabetically by title. Managers, supervisovs, 'md
tyaining officers throughout the Agency would do well to gain a thorough
wledge and understanding of all categories of traming available -
x’; hin the Office of Training, iu other Agency components, and
& ,hi»..r.nau},r - 3ud to nse this resource in planning the professional
development of their employees.

The Office of Tralning, recognizing the rapidity of change in
wirtually all facets of the Agency's responsibilities and concerns,
iz striving to assure that training opportunities are current, pertineat,
and forward looking, To that end, suggestions and coeperation from

operating officials and students ars continually and earnestly sought.
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